resource managers cannot attempt to manage employee turnover by influencing the termination decisions of each employee. Instead, the overall termination rate is an organizational number that must be effectively controlled.
Others (Abelson & Baysinger, 1984; Boudreau & Berger, 1985) have suggested that an effective human resource management strategy should balance the cost of replacing the employees who leave against the cost of retaining those who stay. Since it is generally more expensive to replace highly productive employees than to replace weak performers (Cascio, 1982) , a cost-effective human resource management strategy will attempt to minimize turnover among strong performers. Furthermore, since all employees will eventually leave an organization, the strategy should induce new employees who perform well to stay longer while encouraging weaker performers to leave at earlier seniority (Peters & Sheridan, 1988) .
Unfortunately, there is little research evidence on how organizations can best accomplish these goals. McEvoy and Cascio's (1985) meta-analysis of 20 turnover studies indicated that some human resource management practices, such as job enrichment programs, have consistent but only moderate effects (4 = .17) on turnover rates across organizations. Other practices, such as realistic job previews, have very weak (4 = .09) and inconsistent effects on turnover rates. Terborg and Lee (1984) found that the variation in annual turnover rates across organizations was related to local labor market conditions and the demographic characteristics of employees but that organizational climate variables had very weak relationships with turnover rates.
McEvoy and Cascio's (1987) meta-analysis of another 24 turnover studies indicated that an organization's stronger performers tend to have lower turnover rates than weaker performers during particular calendar periods (rc = -.28). They found that the strength of the inverse relationship between job performance and turnover varied significantly with the length of the calendar period investigated and labor market unemployment rates but reported no moderating effects for organizational variables. Peters and Sheridan (1988) and Barkman, Sheridan, and Peters (1992) also indicated that new employees' job performance was significantly related to their retention rates. The difference in the retention rates of strong and weak performers varied widely across organizations, but no human resource management moderating variables were identified. Kerr and Slocum (1987) and Kopelman and colleagues (1990) argued that the variation in employee retention across organizations may be related to organizational culture values. Those authors suggested that an organization's cultural values influence its human resource strategies, including selection and placement policies, promotion and development procedures, and reward systems. Different strategies result in psychological climates that foster varying levels of commitment and retention among employees working in different organizations. Kerr and Slocum (1987) further suggested that organizational culture values may moderate differences in the retention rates of strong and weak performers. They reported that some organizations have cultures that emphasize values of teamwork, security, and respect for individual members. These values foster loyalty and long-term commitment to the organizations among all employees, regardless of their job performance. Other organizations have cultures that emphasize personal initiative and individual rewards for accomplishing specific work objectives. These values foster an entrepreneurial norm whereby the organization does not offer long-term security and the employees do not promise loyalty. They suggested that weaker performers would soon leave such a culture, and stronger performers would stay in order to "exploit the organization until better rewards could be gotten elsewhere" (Kerr & Slocum, 1987: 103) . Consequently, employee retention rates may be uniformly high for both strong and weak performers in some organizational cultures but in other cultures may vary greatly depending on employees' job performance.
Since this study was conducted in the public accounting industry, employee gender and marital status, as well as market factors such as labor supply and starting salary levels, were considered important exogenous influences on professional staff retention (Bullen & Martin, 1987; Doll, 1983; Gaertner, Hemmeter, & Pittman, 1987; Walkup & Fenzau, 1980) . I controlled for those exogenous variables in testing the following hypotheses regarding organizational culture effects on employee retention: Hypothesis 1: Organizational culture values will have a significant influence on retention rates, after the exogenous effects of labor market factors and employee gender and marital status have been accounted for.
Hypothesis 2: An employee's job performance will significantly interact with organizational culture values in influencing retention rates. The difference between the retention rates of strong and weak performers will vary significantly depending on the cultural values of an organization, after the exogenous effects of labor market factors and employee gender and marital status have been accounted for.
Organizational Culture Values
Various questionnaire instruments have been developed to measure an organization's cultural values. Most have been based on a priori assumptions regarding the types of values organization members share (Enz, 1986; Glaser, 1983; Sashkin & Fullmer, 1985) 
METHODS Data
This study was conducted with the cooperation of six international accounting firms having offices located in a large western city. Focusing on a specific industry in a particular city had the advantage of controlling for variation in regional labor market conditions that could influence retention rates in different cities.
Retention data were collected for all the firms' professional employees hired in this city during a six-year period. The firms hired a total of 1,014 professionals in their tax and audit departments. The study group included only the 904 recent graduates hired for entry-level positions during the study period. I excluded the 110 experienced professionals hired at senior management levels during the period since their mobility patterns would likely be different from those of inexperienced college graduates just entering the profession. Personnel records indicated that 315 of these new employees (34.8%) voluntarily left their firms during the study period. Another 108 (12%) were dismissed or encouraged to leave because of low job performance or limited career potential. I classified these terminations as involuntary. There were 18 new employees (2%) who transferred to different geographical locations of the same firms for which they had been working. The remaining 463 (51.2%) were still actively employed in their initial offices when the study period concluded.
The retention time for each newly hired employee was computed as the number of months that elapsed between his or her hiring and exit dates. The exit date could be a date on which employment terminated, a date on which a transfer occurred, or the last day of the study period. The voluntary retention time for transferred or active employees is a "censored" measure since their total length of employment was not known. Likewise, the voluntary retention time for involuntarily terminated employees is a censored measure since it was not known how long those employees would have voluntarily stayed with the firms had they not left involuntarily. These censored measures are still useful since I knew that the employees had not voluntarily left prior to the censored retention time.
The influence of organizational culture values on voluntary retention rates was examined through survival analysis ( 
Variables
The new employees' job performance was periodically evaluated through their supervisors' written reviews on multiple performance dimensions, such as technical competence, coordinating ability, and communication skills. In estimating relationships between job performance and hazard rates, researchers must assume that the performance measure used is valid at the exit date. I therefore obtained the most recent evaluations from the firms' personnel records. The performance of terminated or transferred employees was recorded as the evaluation made prior to their exit dates.1
The performance dimensions and the criteria used to assess performance on each dimension were nearly identical in the six firms studied. Each firm also used a descriptive scale to arrive at a composite ordinal measure of an employee's overall performance based on the written evaluations on each dimension. Supervisors' composite ratings were the basis for the employees' merit salary adjustments and career advancement decisions. The raw composite ratings were not, however, directly comparable since the range on these composite scales varied across firms. The standard deviation of the composite ratings ranged from .67 to 1.27 for the different firms.
Given the uniformity of the performance evaluation criteria and procedures in the firms studied, it was reasonable to assume that performance standards were consistent across them. I therefore derived comparable performance ratings by standardizing each employee's composite rating relative to the mean rating given all other employees hired in the focal employee's office. The distribution of the standardized performance ratings ranged from -3.66 to + 3.26 across the six firms. This distribution indicates how many standard deviations an employee's present performance rating was above or below the mean performance score recorded for all employees hired in an office.
Three exogenous labor market factors could have influenced hazard rates in this city. First, the six firms were very competitive to recruit college graduates with accounting and finance majors. Those who graduated near the tops of their classes continued to have attractive job opportunities available to them even after they started employment. I therefore included each new employee's cumulative grade point average (GPA) in the model as a control variable. The GPA was above 3.00 for 92 percent of the new employees, and the median GPA was 3.50.
Second, starting salaries in this market increased approximately 4 percent annually during the study period. I measured new employees' economic incentives to accept particular jobs by standardizing starting salaries relative to the mean starting salary paid across all firms during a particular calendar year. The standard deviation of the starting salaries ranged from $833 to $2,361 in different years. The standardized salary indicates how many standard deviations a salary was above or below the average starting salary paid in the city during a particular year.
Third, each firm focused its recruiting in this market at in-state universities located in or near the focal city. The relocation stress suffered by graduates moving from out-of-state universities to start work in this new city could have influenced hazard rates. The location of a new employee's university was included in the model as a control variable (1 -in-state, 2 = out-of-state). Sixty-two percent of the new employees had graduated from in-state universities, and 38 percent had graduated from out-of-state universities.2
Gender and current marital status were also included in the model as exogenous variables reflecting family responsibilities. Of the new employees, 453 (50%) were women and 451 were men. Gender was coded as 0 for women and 1 for men. Current marital status, measured at the end of the study period or at the exit dates of those who transferred or terminated, indicated that 355 employees (39%) were married and 549 were not married (1 = single, 2 = married). Table 1 Senior employees, including partners, managers, and senior staff members, were chosen as raters to assure that the OCP profiles reflected the relative importance of organizational values evident during the entire study period. There were 14 to 19 raters in each firm. The raters' seniorities in particular offices ranged from 30 to 264 months, with the median being 58 months. All but one rater had worked in a specific office for over half the six-year study period. An important limitation of this study design, however, is that I did not know whether the terminated employees or those hired near the end of the study period would have agreed with the senior mem- The correlations between the raters' seniority and their OCP dimension ratings were very low within each office, ranging from .04 to .18. This pattern suggests that the cultural values remained relatively uniform during the study period since the OCP scores were not associated with the date the rater started employment in an office.3 Table 2 reports the correlations among the OCP dimensions. Table 3 reports a multivariate analysis of variance (MANOVA) examining the extent to which cultural values varied among the six firms studied. There were significant differences in organizational culture values (multivariate F = 3.09, p < .01). The stepdown F tests the unique variance explained by each dimension. These results indicated that the work task values of detail and stability and the interpersonal relationship values of team orientation and respect for people explained most of the variance across firms. Figure 1 illustrates the profile of mean scores for the OCP dimensions in each firm studied. Consistent with the stepdown F values reported in Table  3 , the mean scores in each office were nearly identical for the innovation, outcome, and aggressiveness values. Among the work task values, innovation was perceived as being least important in all firms. This finding is not 3 It should be noted that the OCP measures were obtained prior to the merger activity that occurred among public accounting firms in 1989. The subsequent merger of several of the participating firms would likely have had an effect on the cultural values in the offices. 4 Greenwood and colleagues described the P2 form as one having a clear separation between strategic and operating responsibilities. Partners, who often had temporary assignments in the firm's headquarters, were responsible for strategic planning. Partners in the regional offices were responsible for operations and marketing services to clients. Headquarters held regional offices accountable through a well-understood but loose set of financial and market outcomes expected from each region. Moreover, since all the partners were personally liable for the firm's legal and fiduciary responsibilities, there was less emphasis placed on aggressiveness values in regional offices in favor of employee norms to follow established codes of professional behavior. the same percent (37.5%) were incorrectly predicted to be members in the other two firms in the A,B,C box. This finding suggests that there was little discrimination among the culture value profiles in firms A, B, or C. There was also little discrimination in the culture value profiles between firms E and F. The mean percentage on the diagonal in the E,F box indicates that 55.2 percent of the E and F raters were predicted to be members in their correct firm. The mean percentage off the diagonal in the E,F box indicates that 25 percent were incorrectly predicted to be members in the other firm in the E,F box.
RESULTS
There was a clear distinction, however, between the profiles in firms A, B, and C compared to the profiles in firms E and F. Only an average 6.5 percent of the A, B, and C raters were predicted to be members in firms E or F. Likewise, only an average 4.2 percent of the E and F raters were predicted to be members in firms A, B, or C. As illustrated in Figure 1 development. Although the explained variance is somewhat lower than that in previous regression models of employee turnover, it is important to remember that the hazards model was an attempt to explain variation in the probability of newly hired employees leaving voluntarily during specific months of seniority, not simply variation in whether employees stayed or left the firms (Peters & Sheridan, 1988) .
Most of the variance was explained by performance and culture rather than by the exogenous control variables, which accounted for only 2 percent of the variance (D = .02). Gender was the only exogenous variable having a significant effect in the model (P = -.30), indicating that women had higher hazard rates than men.
The findings support Hypothesis 1. The culture contrast variable had a significant effect in the model (3 = -.22). Hazard rates were significantly lower for new employees working in the culture emphasizing interpersonal relationship values than they were for those working in the culture emphasizing work task values. The data shown in Table 5 also support Hypothesis 2. Both the performance effect (p = -.32, p < .01) and the performance-by-culture interaction effect (p = .14, p < .05) were significant. The latter indicates that the inverse relationship between job performance and voluntary hazard rates varied significantly with organizational culture values.
To examine this interaction, I estimated the survival curves for strong and weak performers-employees who had positive and negative standardized performance ratings-in both organizational cultures. The difference between these survival curves was highly significant (Peto-Wilcoxon X2 = 18.24, p < .01). The findings indicate that both strong and weak performers had uniformly higher voluntary survival rates in the culture emphasizing interpersonal relationship values. In this culture, there was only a 1 month difference in their median survival times. The median survival time was 44 months for strong performers and 43 months for weak performers. Survival rates were lower in the culture emphasizing work task values, with weak performers terminating at a much higher rate than strong performers. In this culture, strong performers stayed 13 months longer than weak performers. The median survival time was 39 months for strong performers and 26 months for weak performers. The estimated costs of job terminations have previously been based on the expenses incurred in replacing terminated employees (Cascio, 1982 ). The survival model suggests an alternative method for estimating termination costs. An organization can never completely avoid replacement expenses but can delay those costs until later seniority periods by increasing the survival rates of new employees. The human resource costs thus represent an opportunity loss of not retaining new people for long. Barkman, Sheridan, and Peters (1992) suggested that this opportunity loss can be estimated by considering the gross profits generated by employees during each month of seniority.
DISCUSSION
The gross profits per professional employee in public accounting can be determined by subtracting the annual costs of retaining an employee from the annual revenues he or she generates during each year of employment with a firm. Barkman and colleagues (1992) estimated these profits in a city comparable to the one studied here using the firms' average billing fees and hiring, training, and compensation costs from years corresponding to the study period. They estimated that mean profits ranged from $58,000 per professional employee during the first year of employment to $67,000 during the second year and $105,000 during the third year. A firm therefore incurs an opportunity loss of only $9,000 ($67,000-$58,000) when a new employee replaces a two-year employee but incurs a $47,000 loss ($105,000-$58,000) when an employee of three years is replaced.
New employees stayed voluntarily for 45 months in the culture emphasizing interpersonal relationship values and 31 months in the culture emphasizing work task values. I made two simplifying assumptions to estimate the opportunity loss associated with this 14-month difference in median survival times. First, since this difference is based on voluntary survival rates, I assumed that both strong and weak performers were achieving acceptable performance levels and generating the same mean profits in each year of employment. Second, I assumed that the annual profits were distrib- The present study was also conducted in a population known to have high career mobility (Lampe & Earnest, 1984) . If organizational culture values have an effect on employee retention, it is more likely to appear in this highly mobile accounting profession than in occupations having less mobil-ity. The generalizability of the research findings may therefore be limited. It remains to be seen whether organizational culture values have as large an effect on retention in other professions and in different types of organizations.
Lastly, it should be noted that the quantitative approach used to measure cultural values in this study has important limitations. Although the findings indicate that perceived cultural values varied among firms, they offer no insight into how or why these cultural differences evolved within the public accounting industry in this particular city. Qualitative assessment of these prior developmental processes may be essential for fully understanding how organizational culture values influence employee retention in specific organizations.
